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THE FLORIDA STATE UNIVERSITY
TALLAHASSEE 32306

DEPARTMENT OF EOUCATIONAL COLLEGE ORF EDUCATIUN

ADMINISTRATION

July 19, 1972

Mr, “John H. Hinman, Chairman

Florida State Advisory Council -
on Vocational & Technical Education

Suite 752 - Tallahassee Bank & Trust

Tallahassee, Florida 32304

Dear Mr. Hinman:

The Study Group for Florida Statewide Evaluation of Vocational-
Technical Education submits to you the following evaluation reports
on Vocational-Technical Education in Florida for the school year
1971-72:

- ‘1. An Assessment of Goals and Priorities intElorida's State
Plan for Vocational-Technical Education

2. Benefit-CostCompaniann:of"Vocamional;Ednnation Programs

3. The-Role of Florida Vocational-Tachnical Education in
Providing Services for the Handicapped '

4, Expecfations and Satisfactions of Parents and Students
with Vocational-Technical Education

. Continued Evaluation of a Management Information System
for Vocational-Technical,Edugation

It is our hope that these reports will be helpful to all who are
‘concerned with strengthening the State's comprehensive system of
vocational-technical education.

Respectfully,

G (e oty -‘

Associate Professor

RHPK/qm:
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PROGRESS OF MANAGEMENT IN?ORMATION SYSTEM (MIS)

IN FLORIDA: 1971-1972

The Florida State Advisory Council on Vocational and
Technical Education made the following recommendations for the .
development cf a managemeﬁt information.systeﬁ forAVocatidnal,
Technical and Adult Education in 1970-197L:
% 1. That the Management Information System for Voca-

tional, Technical and Adult Education again be
given top priority.

!

2. That complete systems analysis study be undertaken
' immediately.

3. That the Guidance Subsystem be added to the MIS.

4. That a report of what disposition the State Depart-
ment of Education will make of the Advisory Council's
recommendations be requested.l
As evidenced by the aforementioned recommendations,

there has been a lack ef accurate . information necessary for
more rational decision making. There is a definite need for

an information syStem which will provide local vocational

. centers, counties, and the Division of Vocational, Technical

lRichard H. P. Kraft (ed ), Perspectives on Progress:
Career Education in Florida (Tallahassee, Florida: Department
of Education, 1971), p. 340.

Q . . N |
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and Adult Education with accurate,,timely information. In an
effort to'deve10p and implement such a system, the enrollment
system has been designed by the Division of Vocational, Tech-
nical and Adult Education, Florida State Department of Educa-
tion.

The enrollment system is designed to minimize the
time spent by instructors and students_in providing.data ele-
ments and to eliminate the duplication of requests.l The ad-‘
vantages of this system are as follows:

Ll. Data elements are collected at the most logical
source--the student.

2. The elements are prccessed on a student basis which
allows both duplicated and unduplicated counts to be
easily summarized.

3. Timely and accurate information for legisiative,
state and- federal reporting requirements.

4. Efficienty of pperation-~reduces duplication of ef~
fort.

5. Provides management with decision making togols.

6. Provides feedback information to the local agencies
to help evaluate their programs.

7. Produces reports so that trends can be determined and
" Pprojections made.

8. Provides flexibility in data gathering and processing.
Those institutions having ccmputer capabilities may
desire to transfer data on cards or magnetic tape or
use the system's data gathering instruments.

o lFlorida Vocational-Technical and Aduit Education In-
formation System (Tallahassee, Florida: Department of Educa-
tion), p. 2. . : '

-



9. Provides base information for the deﬁelopment of
‘additional subsystems. :

10, Minimum of effort on the part of local agencies in
providing information to meet the needs of local,
state and federal agencies. 1

" The components of the enrollment system are as follows:

Student Dataﬁy :

Instructor Data

Progrem Coufse Data

Space Facility UtiIiza;ioﬁ‘

Student Placement agd Follow-up

Fiscal Data | |

Implementation of the six subsysfems is not yet com-.
plete. According eo officials in the Division of Vocational;
Technical and Adult Education,lthe'enrollment system is being
impleﬁented as iilustrated in Figure 1.

Dufing the 1971-1972 fiscal year the three éubsystems
as indicated in the iilustration‘were implemented in'following
area vocational centers:

Thomas P. Haney Afea Vocational—Technieal Center
Bradford-Union Vocational-Technical Center r.'ﬁ
‘Sheridan Vocetionel Center .é"'

Withlocoochee Area Vocational-Technical Center

Collier County Area Vocational-Technical Center

lIbid. ,'. pb 5.
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Collier County Are —TechnicalFCenter
.Lindsey-Hopkins Euo ventor

George Stone Vocational-Technical Center

fampa Bay Area Vocatioﬁal-Technical-Center

Laké County VocatiFnal-TechnicalvCenter

Lee County Vocatiopal-Technical Center

Lewis M. Lively Area Vocational—Technigal Center
Manatee Coﬁnty VbcétionaldTechnical'Cehterv |
Mid=Florida Teéhnical Institqte

North Technical Education Center

Pasco County Comprehensive High School

Pinellas County,ﬁducation Center

Polk County Vocational—Technicél Center

St. Augustine_Technical Cénter

Sarasota County VocationaleTechnical Center -
Suwanee-Hami1ton V&cational—Technical Center
Téylor County Area Vocational-Technical Center
Washingtoﬁ-Holmes Vocational-Technical Center i
. In addition, all schools offering vocational programs in the
counties of Pinellas, Polk, Citrus, and St. Johns are par-

ticipating in the pro ject. - .
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FUTURE PLANS FOR IMPLEMENTATION

Plans for the implementation of the enrollment system
have been developed by the Office of Vocational Program Ser-
vices in the Division of Vocational, Technical and Adult
Education, Florida Department of Education. The ma jor pro- j
cessing center for the system is‘in Pinellas County.

Officials in the Office.of Vocational Program Ser-
vices are satisfied with the rate of implementation of the.
enrollment system as it was designed. Oon July 1, 1972, al1
counties and vocational centers in Florida are to participate
'1n the three subsystems currently in operation, In.addition,
. the space facility utilization subsystem and the student
plaoement and follow-up subsystem will be implemented in all.
-counties and centers. Tﬁerefore, if the olan for'implemen-
tation is followed as scheduled, five of the six subsystems
will be operational as of July 1, 1972. It is estimated‘that‘
the fiscal file will not be initiated until at least the fol~-

)

lowing year. A guidance subsystem is still in the pilot

Stage in the form of CVIS (Computerized Vocational Information
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Service).l However, much of the information provided by such
a system will be contained in the student placement and

follow-up subsyste..,

)

lThis pilot study is being conducted in Leon County,
Florida. : : . :

3 AL T Wi o ek e



III
ANALYSIS

In an attempt to cbrrectly analyze the management in-
formation system in the area of Vocational Technical and
- Adult Education, the follow1ng questions were exaﬁined
1. what klnds of information are needed to support the

local, state, and federal program requirement.s?

According todVopational Program Services officials,
the information provided by the enrollment system has_been
qulte satisfactory in meetlng reportlng requirements at the

state and federal leve]s.

2. For what purpose will the information be used at each
level? | ”

As statea previously, most of the data collected has
' been used in reporting to the state and federal governments.
| It has been indicated by the state officials involved tﬁat the
information provided by the enrollment system has been used by
the Division of Vocational . Technical and Adult Education in
decision making,.however, the extent of this utilization is
presentiy unknoﬁn.‘ At the local level,‘the purpose of the in-

formation will be to provide local administrators with current,

Q



accuarate data to support decision making in program changes
including new programs, in employment of staff, .in providing
é means of measuring -effectiveness, and in other areas affect-
ing vocational-technical education; It is felt that in its
present form the enrollﬁent system lacks thg comprehensiveness

needed for support in decision making.

3., Is the information currently‘availéble.édequate for all
users.of the system? |
If the assumption is made that a.méjor objective of
the enrollment system is.to provide ihfofmation'for state and
federal reports, than this question can be answered affirma-
tively.r However, dhe to the limitéd comprehensiveness of the
" enrollment system,lits effect on long range planning.will be

minimal. It should be pointed out that the effectiVeness of

the systemm will increase as the system matures.

4. Aré the users benefiting from the data collected?

At this point, the state and federél governments have
been the ﬁajor.users of thg data collected. The local voca-
tional centers should réceive more information after the-sys-

~tem has been implemented fully. In an interview conducted
with a Vocational Program Services official in December, 1971,
it was stated that the data received was Being'processéd for

] locél distribution in the form of reporﬁs. Some of the re-

ports were already available. However, there was & slight:
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time lag since the data was collected during this school year.
Because the project is still in the infant stage, it is dif-
ficult to ascertain to what extent the data would be utilized

by local-administrators once it is received.

5.l Is ﬁhe data which has been gathefed‘being used to improve
school performance? |
Lecal vocational centers and'counties currently par-
tieipating in the system have not yet'reeeived data which
might be of use in evaluating their programs. Therefore, no
changes have beep made‘iﬁ‘programs in an effoft to improve
performance ae a direct result of information made available

through the enrollment system.

6. Is the data being collected relevant for future eecision
ﬁaking?

Date‘collected thus faf includes such items as:
teachers employed in the various programs; student enrollment
by scﬁbol'type, sex, ethnic groﬁp; ahd program; and student
lwithdrawals and completions. It appears that the data being
collected is extremely limited in its capacitylfer projecting
trends and needs for future vocational programs. In order to
establlsh program prlorlties,_evaluate programs, and make
future projectionsvas‘related to these programs, the informa-
tion eystem‘must have a broad base in order to accommodate

these-kinds of deeisions.

9, | -
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7. 1Is the MIS being implem%ptéd on.a time schedule?-.
| As originally designed, the enrollment system is be—‘
ing implemented on schedule; however, there is some doubt

concerning when the fiscal subsystem will be impiemc.ac..d.

"CUrrently, there is no specific target déte for this subsystem,

8. Haveladequate resources been made available in designing
and implementing the system?

Although many people have been involved indirectly in

designing and implémenting the enrollment system. the burden

of the project has fallen on one or two persons. It is clear

that a projeét which eventually will provide a basis.for most

- of the decision making in vocational, technical and adult edu-

cation warrants much greater support.
In summary, the MIS for vocational, technical and adult
education has been developed and parti4lly implemented by the

Off;ce of Program Services, Division of Vocatiohal, Teqhﬁical

and Aéult Education. No doubt, the availability of resources

has made the'projeCt difficult§ however, there are very few
states which have made equal progresé.‘ Additionally, because
the majority of the planning'has taken place at the state
level, there has been an 1nadéquate amount 6f iﬁ&olvement of
persons from the local vocationél-technical education centers
and counties in.addition.to_personS‘outside of the educational

system. One of the shortcomings of the enrollment system is
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the lack.of linkage with industry and employment offices.
Perhaps if the planning of design and implementation was more
participatory in nature the system would not be as isolated
as it appears to be, However,'some of this "isolation'' may
be reduced\as the stucdent placement and follow-up subsystem
is developed.

Whether the stated advantagesl of the enrollment sys-
tem are present in the system as it currently exists is seri-
ously questioned. At this point in development,'”mspagement"
has not been provided with timely, relevant information for
decision making, especially at the local agency level. The
data which is available to the Llocal vocational education
centers and counties is inadequate to effect decision making
or to fullj e&aluate programs and provides a miﬁimum of infor-
mation on which to base projections in planning future prsw
grams. |

There is no evideﬁce available to refute the apparent
lack of effectiveness measures which should be a part of a'/
supporting MIS. The amalysis of data in regard'to considering
‘alternative strategies In meeting the obJectives of the voca=
tional, technical and adult education programs has been
treated lightly. Additﬂbnally, there is no planned program

to further the coipetency of local &dministrators in analyzing -

lSee Numbexs 5 and 6, page Z.
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data received. In fact, a major shortcoming of tﬁe éroject is
the lack of a long range implementation plan'as evidenced by
the dubidus implementation date for the fiscal subsystem.

The Office of Program Services has put ferth con-
siderable effort in developing the enrollment system. Their

efforts should be noted since the system is far ahead of most

state~wide programs. The aforementioned shortcominzs of the

enrollment system are not inténded as criticism, but as ob-

servations of an analysis for the purpose of improving the

system,
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RECOMMENDATIONS

In light of this anélysis the following recommenda-~

. tions are made:

1.-

That funds be appropriated by the legislature'to fund
the Management Information System adequately by way..of a
long range nommitment for fnll implémentation.

That a toﬁal coordination of effort be realiZed through

the establishment of a participatory planning procedure

- involving all levels of the vocational education system

and outside intérests such ‘as industry both in the public
and private sector.. |

That a detailed written plan be developed by representa-
tives of alliinterest (e.g., indusfry) including expertise
at every level (e.g., local, state) for full implémenta-
tion of tne MIS. |

That a revised enrollment system be aiigned with subsys~-
tems in-industry,land émplbyment offices both public and
private be given high-priority in thé above mentioned MIS.
This should alleviate the "isolation'" of the sySCem as it
curréntly exists, and aléo nrovide relevant information

14
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for decision making at all levels of the vocational, tech-

nical and adult education systemQ
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VOCATIONAL MANAGEMENT INFORMATION SYSTEM (MIS):

A SUBSYSTEM IN INFANT STAGES

Having read the gvaluationé of the vocational, tech-
nibél, and adﬁlt education MIS coﬁfained in thg;lasf two
statewide evaluétioh reports, the following boints are quite

- clear: |
1. Neither State Department nor individuals directly in-
volved with the vocational M%S éan be blémed for the
'""'so-called" shortcomings which prior consultants have
pointed out.l |
2. There exists a need to coordinate and‘intégraﬁe other MIS
efforts into a state MIS; that is, uniessvthe‘duplicatibn
of cost and efforts can be well afforded.
3. No pfedominaﬁt ménageﬁent system or procedure appears to
éxisf in any of the divisions or}bureéus. An MIS should
support a management system. | |

4. If efforts to plan, design,. test, and implement an MIS

lIt was this analyst*s'findings that the system is in
remarkable shape given the minimal dollars:-and manpower allo-
cated to the project.

17
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which will serve management are to be successful, the
responsibility for each task must be carefully delineated,
detailed schedules develor: 1 and posted, and procedures
for monitoring project pueagness adopted.

5. Any MIS-—gtatewide, vocatidnal,ézrother—-ﬁithout some
linkage with industry and employment agency would mote
appropriately be vlewed as an inforﬁation system‘(IS)

rather than an MIS. The incluslon of a linkage with both

industry and employment égency is a must, especially if
management is concerned with vocational-technical areas
which are programmatic in nature. |
Rather than evaluating the existing system and the
processes followed to arrive ‘at its present stétus, the focus
of this paper.is on a geﬁeralizable-procedure for arriving at

an MIS which will serve management. The model or procedure

proposed in the following pages 1is generélizable to syStems

at both the micro- and macro-organizational level. The pro-
cedure is not tO'be viewed as eitber-fixéd or all-inclusive,
It is hoped that individuals responi§ible for the management
§f MIS under consideration will csmpare their plans aﬁd pro-

ject activities with those outlined in the proposed model.

A Procedure for Establishment of an MIS

STEP 1. Establish a Need for MIS.

Why should there be'any concern about an MIS? Has
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the quantity of data needed by the organization and manage;
ment exceeded the capability of the present syétem? Is there
a need to develop a more effective and efficient (cost and
time) system for servicing ménagement‘s information needs?

Is there a management information problem? For example, is
management presently using: (a).obsolete 1nformatioﬁ,'(b) in-
formation not related ts decision making, (c) information

with large gaps, and (d) unrefined informatiﬁn?

Clearly, a need for an MIS musf be established,
management must possess a desire for need fulfillment and an.
understanding of how an MIS will meet this -need, and, finally
(and most importantly), management must be willing to éommit
the necessary resources to see the new system through. This
includes management involvement and contribution at various

stages of development.

STEP 2. Construct Detailed Project Plan. (PERT-MAP)

Before beginning the development of'any complex sys-
tem such as an_MIS,la detailed plan showing all of the pro-
ject activities should be desveloped, ddcuméﬁted, and approved
by_ﬁanégement.-_An MIS task force group might be constructed
to plan and implemént the project activities. Tools or tech-
niques whiéh might be beneficial at this stage of development é
are Program Evaluatién Review Techniqﬁe'(PERT) or Cfitiéal

Path Method (CPM) and Multiple Allocation Procedure (MAP).
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The PERT schedule should contain all of the pProject activi-
:ties according to logical sequence and interrelationships.
The expected elapsed time for each activity should also be
determined and contained in the network. MAP could then be
used to allocate resources to the project and thus put the
network on a calendar basis. Having used PERT and possibly
MAP, the implementation of the plan for the development of
the MIS can be contrclled by management.

There is a scarcity of sophisticated planniﬁg prior
to project start in education. Plans usually have been too
vague and have existed primarily to fill paper rather than
for control of project implementation. Another problem has
beeh that even Qhen eomprehensive plans have existed in edu-
cation,'they have rarely been followed, ae management involve-~
ment in the preparation of the plan has been either nil or
minimal. To begln an MIS prOJeCt without such a functlonal
plan for project control can only result in both 1ncreasee

costs and a far less than optimal resultant system.

STEP 3. Establish/Review and Document Goals and Objectives

- The environment in which tomorrow's graduates will
live and work five to ten years from now should be taken into
con51derat10n when planning any MIS which will serve managers
in education. - This is not only essentlal to support the plan~

ning function, but full implementation of an MIS may take
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between three and six'years. .In short; the system could be-
come outdated before being fully implemented.

Types of questions which might-be asked at this
stage: =
a. What programs will be offered?.
b. Who will be the cénsumers of our gréduates?
c. What kind of gréduates will industry need?
“d. wﬁat skills are being phased out?
e. Who will constitute the unemployed?
f. What will we be duplicating that industry and
other educational institutions are produciﬁg?
g. What will be the emigratién rate of graduates
vout of the state? Wﬁere will they be going?
h. What ;kills will instructors need over and above
what they alféady have? |
i. What part of our programs will-become more field-
oriented? |
j. What'facilities will be needed over what we have?
k. How will technoiogy.change'ﬁhe educational en-
~ vironment? |
Once goals and objectiveshhave been established, the
organizatiohal'strueture should be studied and changes made
so that the structure Suppofts aéhievement of the goals and

objectives., At this point, a hierarchy of goals and objectives
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should be established which reaches down to the lowest organ-
iéational unit. To establish consén;us on goals and objec-
tives, the delphi technique is posed for consideration.

STEP 4. Determination of Management Information Needs]
Requlrements '

Basically, there are two types of informatipn to be
considered: that used for management within the system and
that which leaves the system in the format of aata reports.
The first type of information needs can best be determined
.through a functional analysis of each manager's activities
:and related information needs. Flgure 2 contains a model
which ﬁay be viable for establishing management information
pneeds,'bylfunction, for each objective at that level.

It is important that organizational objectives be
used in the functional analysis as each manager has both
horlzontal and vertlcal relatlonshlps Whlch are interrelated,
and, thus, relationshlps must bg coordinated. For example;
'there.are maﬁégers above, below, and at the same level whose
areas ‘of ‘responsibility relate rather directly to the posi~-
tion béing considered. A manager's contribution to organi-
zational objectives can be measured by how effectively he
perfbrms his assigned functions and by the degree' to which
his performance supports related missions and functions both.

vertically and horizontally. To'perform his functions, the
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manager ae=ds information; it is this needed inmformation

which s ne concern at this stage.

|
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Perform Activities Related to -Each Management Function

Some questions which might be appropfiate at this

stage:

4. What source informatiom is needed°
ba What should be its frequency of occurrence?
o c. What is its frequency of dfssemination to be?
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d. What is an accéptéble time period for the infor-
mation cycle?

e, What 1is the pefmisaiblc time lag betwéén organg-
zation:of data and translation into information?

f. What format should be used to present the infor-
mation?

Hdving established ménagement information needs, the
processes for presently providing information énd information
flow, both into and out of organization, are-studied. ‘(It is
here that reports and forms for both in- and out-of-house are
studied.) These.dbcuments can be gathered simply by conduct-
ing an inventory of all educational information presently'col-
lected by the organization. Questions of'the following type
might be posed with.régard to.each form or.report: |

a. Is the information tabulated and summari zed?

b; Is the'feport distributed? If_éo, to whoﬁ, what
agencies, etc.? How often is this information
collected? |

c. How often is the form/report used?

d. How is it used?‘ Is it simply '"mice-to-know" in-
formation or does it éupbbrt the decision-making
pfocess somewhere in tﬁe organization?

Once the inforﬁation butput needs and information out-

put presehtly collected by the organization have been analyzed
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and some synthesis has taken place, the information outputs

should be determined.

STEP-S. Establish MIS Objectives

It is at this pointlthat objectives which the
information~processihg system must sefisfy are esteblished
and documented. Once ‘again, management approval should be
sought. This is an essentiel stage in the development of
any MIS. These objectives might best.be stated in terms of
the functions which tﬁe system is to perform.. Such state-
ments, 1f properly written, should convey, both to management
and the system's designer, the objectives which the system |

must meet if it is to be effective.

STEP 6. Systems Design
‘Activities in this step relate more to the analysis

and'development of system's files, report formats, program
ming, etc. It is here that decisions such as to use flxed
length files or hlerarchical files might be made. Another
- decision which might be encountered ‘at this stage may revolve

around whether or not to design or acquire software.'
Finally,”it is here that the users ofvthe MIS are
“trained. No MIS can be implemented and ‘meet with even
moderate success unlees a good training program has been pro-
vided and adequately attended by all managere within the

organization.
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STEP 7. System Evaluation
Once developed, the MIS should be field tested a

short period of time and evaluated. For evaluation purpdses,
the following could be used: (1) the_original obje;ﬁives set
for thé MIS system, and (2) féedback from the users as to the
value of the information received in assisting management to
perform its functions. Whether or not the MIS system is con-
'tributing to the achievement of.the overall objectives of the

organization also has to be discerned.

STEP 8. Systems Implementation

It is this step which keeps the system operating and
growing. Clearly,.responsibilities must be delineated and
understood by both the superior aﬁd subordinate managers.

If the training and personnel preparatory program was inade-
‘quate or non-existent, all of the previous work and effort
wiil have been in vain.

Care ﬁust_be taken to prbvide'é procedure fér monitor-
ing the implemented MIS. A second word of caution: The sys-
fem should not be viewed as an end, but rather as another
means to bigger and better ends. The system.must not femain4

static.



II

REFLECTING ON FLORIDA'S MIS FOR VOCATIONAL,

TECHNICAL, AND ADULT EDUCATION

The preceding pages outline a general procedure fpr
the establishment of an MIS. An analysis of how ciosely the
vdcatibnal, techﬁiéal, and adult education MIS has followed
or will follow this model or a similar model has nét been
made. Rather, this task has been left for those at tHe state
office level who have the responsibility for planning, design-
ing, evaluating, impleme@ting, and monitoring the vocational
MIS. As'a detailed project plan and related schedule for the

vocational MIS was not found, this could be rather difficult.

In lieu of an analysis, some considerations have been posed.

The following are offered, not as criticism, but rather as
a check list,
1. Goordination between MIS Projects

There appears to be several small MIS projects under-

way at the State Department of Education, Tallahassee,

Florida:
1. K-12 education,
2. Community Colleges,

27
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3. Vocational, Technical and Adult Education.

4. Educational Assessment.

If the Legislature views the vocational, technical,

and adult MIS as a prétotype system, then:

1. Divisions must begiﬁ communicétiﬁg and cooperat-
ing; |

2. An MIS task force should be established with
representation from ail MIS projects and manage-
ment;

3. The total system should be placed under the di-
rection (full tiﬁe positionj of a manager whose
ability is commensurate with the scope of the
préject;

4. As a Beginning document, the model designed by

the Florida Association of Educational Data Sys-
tems (FAEDS) organization might be feviewed and,
should it be acceg;gble, updated.l
2. Project Planning and Schedu;ihg
What most ébmplex projects in educétién lack is both
adequaﬁe planning and a documéhted projéct schedule. 'Without
a detaiied project schedule, project evaluation and management

- are almost impossible. The schedule should be detailed enough

lThe,Florida Association of Educational Data Systems
(FAEDS), A Plan for the Establishment of a Statewide Fimca=-
tional Information Management System, A Report to Commi:ssioner
of Education (Tallahassee, Florida: March, 1969).
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to show all project activities and the time needed to com-
plete each activity. For a model proéedure, interested per-
sons should visit the Bureau of Research, Department of

Elementary and Secondary Education.

The IBM Project Control System (PCS) was applied
toward the management plan of the Florida Assessment
Program in October, 1971. The objectives of this appli-
cation were to obtain a functional view of management's
objectives and activities for the fiscal 1972 assess-
ment program and, through subsequent analysis by pro-
gram management, to provide a method for coordinating
and controlling this year's assessment activities.

These objectives have been fully accomplished.

The application of PCS and management's subsequent
analysis produced two major benefits to the assessment
program. First, the time required to accomplish all
activities related to the assessment program was re-
duced significantly (the original computed time for the
program was 702 days, which was reduced to 445 days
through modifications). Second, by obtaining a master
calender for the program, management was better able to
pace itself.l : ' '

To determine whether or not a project schedule for
an MIS is sufficiently detailed, one might look for those
activities in the schedule which were outlined in the proposed

model contained herein. Two key activities are: (1) the

establishment of objectives for the organization and MIS, and

lEvaluation Section, Bureau of Research, Department
of Elementary and Secondary Education, A Report on the Assess-
ment Program (Tallahassee, Florida:. Department of Education,
January, 1972), p. 8. '
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(2) the training of management who e&entuélly will use the
system.

| One often heafs comments of the following sort from
educators: ''Yes, we have talked about objectives'" and/or
""Yes, we are presently considering and planﬁing a pgogram to
train users of the new system.'" The problem is, however;
that these activities and programs need to be documented and
integrated into the méstér plan and schedule. As educators,
our strongest point ought to lie in training, but training

appears to be the most often forgotten planned project ac-

tivity.

3. Objectives

We all dislike wfiting objectives because we feel
they tend to restrict our creativity, imagination, inno-
vativeness, etc. Regardless of dgfense mechénisms, objéc;
tives are a must for any educational organizafipn. They
earmark the information needed for evaluation. As mentioned
previously, a critical activity in ﬁhe development of an MIS
is the determination of information vequirements. A set of
compreﬁensive objectives makes an analysis of needed infor-
mation a relatively simple task. . Time spent in developing

objectives is saved many times over, for without objectives

These two activities were selected because they

should be given careful consideration by educational agencies
considering MIS, 3



31
how can the information contribute to management and organi-
zational success?

There are two kinds of mérksmen—~those who shoot at
a bull's eye and gauge their next shot on whgre_their first
hit relative to the éenter, and those whd shoot first and
then draw the bull's eye. One should strive to be more like
our first marksman, especially when developing new programs
or systems,
4. Managemént System

Before examining what constitutes a management sys-—
tem, perhaps Ehe term management éhould be defined. Manage-
ment, for the purpose of this document, is viewed as the
allocation of educational resources to the accomplishment
of predetermined objectives; a process requiring both tac-
tical and strategic planning;'factoring of these—plans to
small scale objectives, assignment of these objectives to
subordinate managers, and the control of subsequeﬁt.prdgress.
The systems work and description_of a total management system
has been done more than adequateiy.l For this reaéon, a
management-procedure; Management by Objectives (MBO), will
be discussed.

The State bepartment,of Education ié already prepar-

ing administrators, K-12 employed, in the MBO procecure. It

1

R. L. Martino, "A Total Management System," Daté Pro-
cessing for Management, V (April, 1963), 31-37. .
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is_Suggested‘that this system is perhaps even more appro-
priate at the state level. Given implementation of MBO at
the state level, the ijectivé hierarchy would exist and an
MIS could then be established which would support an
objective—based managemenﬁ system.l
5. Business-Industry Subsystem

Any MIS in vocational, technical, and adult education,
if it is to be used for educational planning, must contain
some linkage with both business and employment needs. This
point cannot be stressed endugh. Today one cannot pick up
any educational journal without finding some reference to
accountability/productivity and needs assessment.

The‘basié tool for plaﬁning in education is needs
assessment analysis. Such:an analysis consists of examina- .
tion of where a program or organization is compared to where
it ought to be. The gap.between\the tWo-is referred to as
a need. Sométimes new prdgraﬁs may be required to meet a
need, existing programs modified, etc., but the needs aséess—
ment provides a guide to future organizational action.

How is a needs'éssessment carried out? Very simple.

The environment is sensed and objectives written which

lFor a detailed discussion of MBO, see Raymond F.
Latta, "A Procedure for Making Objectives More Functional:
Management by Objectives," A Paper presented at the Fourth
- Annual Symposium on Educational Management, The Florida
State University (Tallahassee, Florida: February, 1972).

T L Eo
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describe what ought to be. The present status of the system,
what presently exists, is.determined and comparisons are then
made. The point here is not on the process or comparison but
on the -source information needed to conduct a needs assess-
ment -in vocational, technical, and adult education. Clearly,
an MIS would be invaluable, but only with the proviso that
both a Businesé and employment linkagelexists. After all,
these.programs generally train specific skiils; business is
the consumer of the product, andlﬁnemploymeﬁt is a measure
‘'of spillover. Therefore, linkage with business and_embloy—
ment centers is a must,-regardless of pbst,lfor any MIS in
the afeés of vocationai, technical,'and adult education., .

With reference to the matter of costs, it is inter-
esting to note that the thirty-six‘target.area job banks of
‘the U.S. Training and Employment Service probablylwill'cost
in excess of $83 million dollars annually. In terms of pay-
off, if this system were to reduce the unemployment rate by
as little as .1 per cent, the'épproximate increase in waggs

~ would bev$600 million.' Furthérmore, the unemployment insur-
ance also would be increased by $50 milliﬁn and the country
also would receive additional payoffs through income tax and

other sources.

lGc—:orge P. Schultz, "New Management Boom: Autométed
Federal-State Job Placement,' Business.Management, XXXVI

ERIC “(July, 1969), 26-29.

b
!
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The inclusibn of linkage with business and employment
agencies within the MIS under consideration could well.have
uses and péyoffs beyond those related directly to vocational,
technical, and adult education. Not ohly would such a link-
age help in conducting needs assessmehf.studies and educa-
tional pIanning, but such 4 system, thrbugh identification
of needea térgef programs and surplus in the job market, ﬁay']
hélp'relieve the problems of state welfare and unemployment.
Imagine what a reduction of 10 to 20 per cent in welfare
cases might mean at the state level. These individuals
'not-only would relieve the Welfére money drain,Abﬁt they
would become productive members of sociefy. The benefits and
payoffs gained-migh# be synonymous with ﬁhose which the
Federél Goyernment'expects to receive from the job bank pro-

. ” 1
gram.*

lOne of the job banks is located in Tampa, Florida.



III

SUMMARY AND RECOMMENDATIONS

Summary

A general model/procedure for establishlng an MIS has

been provided. The tone of thlS document has not -been to

criticize or fault find but, rather, to be constructive.

Hopefuliy, those in the vocational, technical, and adult

education field at the state level will review this paper

~and find it supportive'of their needs for both additional man-

power and funds. With additional resources, the MIS developed’

thus far might prove.to be a good prototype for a iargef and

more comprehensive system. |
Some considerations which the Division of Vocational,

Technical and Adult Education may find helpful:

1. Keep in touch with other.MIS developments in the State
Department of Engation; in particular the K-12, community
college, and assessmeﬁt system, as vocational MIS will
want to have cémpatible student data files. The format
for the student data files should provide both for data
which are presently available and data which will assist

«in;planning for the future.

35



36
2. During the planning stages; PERT/CPM and possibly MAP
should be utilized. A detailed schedule prior to pro-
jectAstart facilitates project management.
3. A hierarchy of bbjectives should be established within
the division and a management procedure, referred to as
Management by Objectives (MBO), be considered for adop-

tion.

Recommendations

Recommendations for. the Adviéory Council are as fol-

lows:

'1. .To reduce duplication éf cost and effort, it is recom-
mendgd-that an integréted'educational management infor-
mation system be developed. As such, the vocational MIS
would be a subsystem. |

2.'.Given that Recommendation 1 is accepted and cooperation
attained, it is recommended that additional moﬁey be allo-~
cated for a complete systems analysis of the Department
of Educatiqn, One préauct of the study, ambng othgrs,

~would be a shared cost formula and a statement of total

cost.
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3. It is :E;ommendedxthat once costs are availablé, an MIS '
withe iinkage to business and employment data be given
top priority. 4 N
4. Additional money must be made available for manageﬁent
in the Division of Vocationai, Technical and Adult Edu-
.cation to gain tréining in (a) project pianning and
scheduling, (b) writing organizational and management
objectives, and (c) management by objectives. It is
recommended that time be made available for management

participation in training pfograms and implementation of

systems.




